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Report of Survey of Mall Processing O erations in|

Attached is a report prepared by| bf this Stait on the
mail jrccessing operations in | | The re;ort
contains seven recummendations for your consideration which I think
will ex;edite the .rocessing of mail in the BRranch.

An overall survey of the Records Management irogram in the Branch
will be continued. However, at your request, this portion of the
survey was limited to the mail .rocessing ojerations and is submitied
for your consideration prior to tue completion of the overall survey.
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INTRODUCTION

At the request of | | a
study was made of’the| operations in the Branch for the ;ur;use of
25X1improving rrocedures, eliminating unnecessary ojperations, and ex; editing
service. The resulting recommendations and charts are submitted for your
censideration. :

The ;rocess charts (TABS A and B) are re; resentative of the general
routing of documents in| and the procedure for the
follow u;: of over due communications (Tab C). These were :re ared on the
basis of information obtained through ersonazl observatiocns and from com-
ments elicited {rom the secretaries wh¢ perform the logging and control
functicons in the Branch, In addition, TSD[_____ | rerscnnel were conlacted 25X1
in order to trace the mail .rocessiny from & central joint of receipt in the
Division.

My ;ersonal observations indicate that the mall in the Branch is over-
contrclled, over reviewed, and that over abundance of coyles are flowing in
and cut of the Branch.

The survey will continuwe into cother areas of records managerent and a
report will be submitted u;on its comyletion,
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RECOMMENDATIONS

ADOFT FORM 2:8 DOCUMENT CONTROL SLIF AND DISCONTINUE THE COLOR SYETEM
FOR CONTROL AND LOGGING PURPOSES IN THE|

In addition t& the logging reccrds, the TSD Registry ; re. ares Form
2:8, a six~,art Docusent Control S1liy, when corres cndence requires
acticn or re;ly. One copy 48 attached to the corres cndence when it goes
to the Branch; the ciner five ccpies are filed in a sus. erse or tickler
file meintsined by the Registry. These coples are used when follew-y;
uction is required on overdue corresgondence. ‘

In] | the secretary to the Chief of the Branch
and the secretaries in each Section set u, individual controls end lczB.
Because ol the lack cf a standardized system these controls have become
comilex and overlap or duplicate.

When mail is received in| [the zecretary reviews
and decides which log to use; if it is to be contrclled, she determines
the ty.e of case or section to take action, selects the .roper color cards,
and ;rerares the card control in durlieste; when due date is adjusted
(ayiroximately 90%) TSD must be notified; both cards sni correspondence
are reierced to Deputy Chief of the Branch for review of inguiry, due
date, .roper color card used, and if case assigned tc correct section for
ection, (scmetimes requires rebyying new cards); Secretary retains one
card ror her control and attaches duplicate and Form 238 to the corres-
sondence; tien rcutes to the Section.

Section secretaries remove the contrcl card and Form 238 and file in
& tickler file; then log in books, loz sheets or set u. card controls.
When acticn com;leted by the section ti:e control card and Form 2:8 are
reattached to the case and forwarded to the Office of the Chier. Btatis-
tical date is copied from the durlicate control cerd to the orizinal one
retained by the secretary to the Chief. The duylicate card is returned
tc the Bection.

Each losging and eontrol ;oint utilizes coummon information, such as,
document numbers, dates in, dates due, dates cut, brief of subject or
toric of inquiry, component to which assigned, Other informetior is
added to further identii'y or control the case at easch level.

Adogtion of Form 238 will eliminate unnecessery and duplicate logging
actions, standardize controls, and, yet, ;rovide mecessary documentation.

The] | should request the TSD Registry %o for-
ward four coples of the Document Control S§1ip with each controlled docu-
went. The | | secretary will insert any additional
information needed for Branch control /rposes, such a8, csse number and
section to which assigned; make adjustments in due dates on all fcur
copies; return one copy tc the Registry (eliminates the need ror noti-
fying Reglstry by phone or for preyaring a tyyed 1i8t); retain cne zopy
in her control or suspense file (eliminates the need for selecticn and
srejaration of ;roper color cards); forward two ccpies of Form 238 to the
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section with the document, one to Serve as the section log and sus; ense
(eliminates need for secreteries tc establish log books, lists, or card
files); the remaining copy of the Form 238 will remain with the document
to be returned tc the Reglstry with the final reply. This copy could
serve as the cuigoing log in the Rezisiry (eliminateo need for serarate

log in the Registry).
Advantezes

LroLer utili.ation of all ¢ojies of Form 238
now :re;sred by the Registry

elimination of cumbersome logging end control
. procedures within the Branch

elimination of .rinting and stocking of ix5
golor conbtrel cerds

standardization of control systems in the Branch
eliminates 14 ste. s in procedure to notify Registry
of changes in due dates (see sters 9-14, 17,
28-33, and 37 on yrovedures chart tab G
eliminates forwarding and return of section control
cord Tor tsbulatlan of statistical data
(ste62-Lon chert 4) and steps 52 and 53 on Chart B)
streamlines contrcl operations
exedites routing
reduces nuxber o control tiles in the Branch

releases secretaries ¢ime [or other duties

2. ASSIGN TOTAL RESPONSIBILITY FOR LOGGING, CONTROL, ABSIGNING SUSPENSE
DATES AND POLLOW UP TO THE SECRETARY IN THE CHIEF'S OFFICE.

The secretary reviews sll due dates cn controlled communicetions
and decides whetner the due date essigned by the Registry is adequete for

25X1 to complete its action. These are changed a.prox-
kﬁéf@I?‘gU%‘ﬁ?’fﬁE‘tIéc. The secretary assigns a new due date, ;re,ares

coubrol cards, and refers to Deputy Chief and, in some instances, to the
Chief fur review of newly establisied susjense dates before nciifyin. the
Registry. The due dates are accerted in most instmnces.

With the a2id of a [re-estadblished schedule or procedure fcr setting
due dates, tne secretary could meke the changes 88 necessary. Assuring
that Recommendation One will be adcoited, notificaticn tu the Re&Wbtrf cp
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incoming communicetions will be made by returning one copy of Form 238
: to the Registry. Use of this form will jreclude the need for tele-
© yhoning or typing s list of the changes rade by the Branch.

" On the follow uy of overdue communications the Registry forwards a
Form 238 a8 notice of overdue mail. The secretary matches her contrel
card ircm her suspense Tile and refers these tc De uty Chied who will
check with the Sections to determine the delay and set w: new suspense
dotes if necessary. Cards sre then returned to the Secretary to notify
the Reglstry.

The tollow u,. should be assigned to the secretary who will check
with the Section secretaries who maintain the controls. New due dates
will be established and tele honed tc the Registry. If a Section snticl-
rates difficulty in meeting its due date the secretary mey refer the
follow up to the Deputy Chief vor further discussion with tne Bection
Chief. These cases should be in the minority.

Advanteges
ex;edite control irocedure
zive secretary greater latitude in control irocedure
free Deruty Chief for other activities

eliminste tyuinz duplicate listing of changes ror
Chief's review and signature

more reallstic due dates established by |
Branch should reduce number.-of follow uy8 1in the
Branch

TSD REGISTRY SHOULD SEND THREE COPTES OF CABLES TO |

The Regzistry receives six copies of cables for T8D. Three corles
are used by the Registry and two coples sent to| |
The final copy is held for extra distribution or destroyed.

¥hen the secretary in | | receives the cables they
are both routed to the Chietf, then se;arcted and one referred to the Deiuty
Chief and one forwarded to the Bection. Later the second copy 18 for-
warded to the Becticn. In many instances, the Sections have need for tw
co.ies befure any acticn is tsken. In these cases the secretaries nake
rOerox oo les.

Ir three cu; les of the cables were forwerded by the Registry t.
thie secretary in| |could re-
rer two copies direct toc the Secticn for action; the third couy would
ser/e as her leoz and be rederred to the Chiel snd the Deiuty Chier for
information wly.
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Advantages
eliminate 'black book” ceble log
expedite action on cables

eliminate delay in routing over Chief and Decuty
Chief desks then to Action Desk

eliminate xerox cc ies of sables

TSD REGISTRY SHOULD FORWARD BOTH COPTES OF INCOMING DISFATCHES WHEN
RECEIVED. ~ A

When two cocples of a dispateh sre received the Rezistry pulls cne
for ite reading board. When only cne copy of a dis otch is received the
Registry requests the Branch to return it to the Registry when it has
perved its ;urpose in the Brunch. At that time it will be circularized
cn TSD becards. The Sections in | |have need for twe 25X1
or more copies of the dis)atches and find themselves xeroxing additional
cciles for their use.

The Registry should forward both ec ies directly to |
Branch. When reply by dis,ateh is made the Registry removes its cory to
be circulsrized on the board. Circulari-ation of the outzoing dis;atches
should setisfy the routing requirements fur the TBD Btalf.

Adventages
eliminates xerox cories of dls;atchee in the Sections
ex;edites rocessing re.lies to dispatches

eliminates double routing smong TSD 8tafl members for
information ur;oses

RESFONSIBILITY FOR REVIEW OR APFROVAL QF SIECIFIC TYPEB OF COMMUKRICATIONS
SHOULD BE SFLIT BETWEEN THE CHIRF AND THE DEFUTY CHIEF,

All incoming and outsoing communications are routed over the desks
¢1 the Chief snd the De;uty Chief for review, initlaling, a, proval,
signgture, or lor information only. The review and processing ;rocedure
could be streamlined end im;rcved by having one wificial res;onsible for
specilfic tyres of communications, such p8 caebles, disatches, or others.
In the handling of cables turee reviews may be made by both individuals,
first as incoming, second as cubgcing, and third when the runoif copy is
returned to the Branch. Three reviews by both individuals dces not seen
toc be necessary. '
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Advanta;es
dcfinitq area of res:onsibility foé‘apch officiel
rﬁfiita would be expedited
révievl‘and routing wo;igfbe reduced
irocessing wquld be less cumbersome

TSD REGISTRY SHOULD DIECONTINUE. SENDING ITS EXTRAfIIIOBHATION COPIES OF
COMMUNICATIONS TO| | -

Copies of incoming end cutycing communications are circulated on
"boards” among Staff members for information jurvoses. The Registry re-
moves them from the "boards” and holds fer two to three weeks. They ore
then forwarded tof | for retention or destruction.
The secretary in| | laces them in 2 hold file and in
due time destroys the copies. Forwarding these information ccyies is
unnecessery routing of duzlicate s ers and compounds the operations of
the Registry, Courier service and Branch sersonpel. Copies used by the
Registry for information juroses should be destroyed in the Reglistry
when the routing cycle is completed.

Adventeges

eliminate double handling by the Registry, courier and

eliminate unnecessary racer flow to the Branch

release f{iling space in tiie Registry

release riling s ace in|

reduce work load in| |

Registry iversonnel would be ;erforming a function fov
which they are resicnsible

CHALLENGE THE NECESSITY FOR PROLIFERATION OF COPIES OF OUIGOING REPLLES,

Requests fer service received by the Branch may generate from seven
to twenty copies of a reply. These are reviewed, routed, and dissemninated
within the Section, to the Branch level, at the-Division level, and
outside TSD. Copies in[ Jare filed in chrono files, case files, statien

or area files, and in analysts' files. The need .for these muktiple cepies
sheuld be challenged,
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